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MEMOBAHDUM TO: 
SUBJECT 


; Review of TISK Managei^nt Itelatlng 
to Project 9*^0 



1 . Our recent visit to your coc^any wm 

structive to us in giving a much clearer understand^ of f 

wliich your government projects are being aecomplis^. ^ ^ 
our notes fees caused several suggestions to occur to us, which we a 
passing on for %d:at you feel they are worth. 

2 . We were especially pleased ^h the 

management of the deteminatlon to produce resul-te in 9040 a^ 

^Sfthe expression of full support from the of 

assurances left no doubt la our talnds of your intentions, so 
comments which follow should be construed 

Sion of the ease or difficulty which may attend their fulfillment. 

3 . Our conaaents are as follows; 
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A. 


T». was noted that a very direct liaoe of coanand ruta 


the route: £ 
resn 
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DOCUMENT NO. 


nal intereai; of the first three named oemg confi^ to on^ two 
nrolects. This situation is coi^ucive to project engineer!]^ at 
all levels and, we feel, should be watched from the standpint of 
unclear deslgnatism of authority and the Proj^ M^^r 
many bosses . It is to be noted that within BJEK has 

difficulty in the past from a confusion of individual responsibilities. 

B. A related condition exists within Project 9*^* 

of the project resides under the "Operations" block, whlle^the Pro- 

ject Manager directs In addition e^rt 

tiHiaas there is a very clear understanding of tte division of 

author!^ there is ^^possibility of confusion bxO. dissatisfaction, 

C, We were in favor of the "task force" method of 
manning based upon "home roams". It was obse^d, Jowewr, ^t 
there were several exceptions being a^e to this prlnclp^, and we 
^aramend that it be followed as coo^letely ss practicable. 
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SUBJSCT: IteTlev of TSTSK Mftcaeenent Bel&tiBe 
to Pro4«ct 9040 


B. The tewtt note&f bmevurf a potential pgojeraa coat control 
defleien^ inherent in the Task force - Bome-Bboa Orgenixation. 

We are concerned over tto Project Hauiag^r’a ahtli^ to realat 
tmneceaaarf aeaignnent of perstnusel to hla Brojeet during periods 
of reduce overall diviaicm project activitjr or at any tiae the 
basic pool loading ia eonaidered high.. adoption of a procedure 
to bolater the Project Kanager'a control over auch aituatlona is 
sui^eted* 

£. It waa atat^ that ^>40 reap^aslbiXltieB have been asaigned 
to the Palo Alto office* It has been our ohaervati^^ that in the 
pist theae serviiHia bhi^^ not hare been eoplofed aa fulljr aa vouM be 
deairahle. Our aug^ation ia that this office play aa active part 
in '^40 West Coast opezationa, eapeciall;^ in your relations with 
Byatea Bt^lneerlog. 

F. It vas obsezved that specific atataitenta of the officially 
appzovM fttnetions of eadh organisationtil segaeat vere provided by 
updating a gexteralised Policy ax«i frcMedure Bulletin dated Mlay 3, 
1961 . I%ie laQ^tlioatloR ia that thia aub jeet nsy zeipiire sceie further 
study» again in relation to avoiding fussy underati^ing of 
respcuasibility* 

%« Ve have sq^^reclated ymx cooperation in aiding ua to m$iSm thia 
infozaal aurvey. Ve are aoat hopeful that vith the continued vigo^ua 
appli«»iti<m of intelligence and induatzy ob the part of all concerned 
thia important project will be euceesafUl. 


c. mvsm 

Colonel^ USAF 
Birector^ 622A Wro&emi 




nrm it 


Approved For Ris^laf 


un 





B728R000300090059-4 


t 



. I-.' ■ .-..■V ■ 

A^proVe^ Fpf Release 20Q4/07/07 : CIA-RDP66B00728R000300090059-4 

i ’ Itek Cp^^ 

' M*»iachuiett« June o, 19o2 


AGENDA . 


MANAGEMENT PRESENTATION 



Approved For Release 2004/07/07 : CIA-RDP66B00728R000300090059-4 



25X1 




Approved For Release 2004/07/07 : CIA-RDP66B00728R000300090059-4 
Itek Corporation 

Lexington, Maaaachusetta June 6, 1962 


AGENDA 

i 

PROJECT PRESENTATION 
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15 mlno 

30 rain. 

30 rain. 

15 min. 

30 min. 

30 min. j. 


c 


Organization 


Financial Plan - Project 


Schedule & Milestones 


Coffee 


Project Review 


Test Program, Reliability, 
Change Control, Q. A., ln> 
tegratlon^' Speclficatlona 


Dlscuaalon 
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OPTICAL SYSTEMS .DIVISION 
ITBK CORPORATION 

June 4, 1962 

DOCTRINE FOR PROJECT ORGANIZATION 


In order that a ccwamon view of Division policy for project organization 
can be had within this Division, this paper is made available c It does 
not purport to describe the procedures within functional segmants, but 
.rather how these segments should come together in the pursuit of 
projects. 

The Optical Systems Division has been established to handle project 
activity. To do this, it has been equipped and fashioned internally 
to deal with a specific grouping of project characteristics (to be de- 
scribed below). 

Since real life rarely evolves as clearly as the plan, differences and 
local adjustment must be expected. But this, in any case, sets forth 
my policy. 


I. Basic Organization Tenets 


Our organizational scheme has flowed from certain convictions that 
can be identified and aired. These are: : 

silwuld be fashioned around the character of the - 


A. Or<^anization 






■: Ab hand. 

' i' ; B . r Healthy"' ihcehtive "and healthy -aTO participation are mutually 

. a\qpportlng.‘-rft->.-Hi^^ ^ ' 

C. Knowledge necessary to the wise use of authority is diffuse. 


The first of these is almost a platitude, but "most of us have seen 
and suffered examples of its neglect." ' Today's task struggling 
within last year's format is the way it often happens and results in 
such things as the doing of development in an environment of production 
line work. The corollary of this is: organizational arrangement will 
be changing along with real 'trends in task character. . Generally, or- 
ganization camu>t be fashioned around tomorrow's task if its character 
has essential differences from today's. Although it is possible, and 
sometimes desirable, to build growth potential into an organizational 
scheme; this is to be avoided if there is any encumbering of the task 
at hand. 




The second conviction, having to do with incentive and sense of parti- 
cipation, is peculiarly iiq>ortant where the work to be done is cither 

creative in nature or invol'ves extremes of performance in the resulting 

DOCimHEHT KO. f . P — — 

NO CHANGt !a CUSS. □ 

□ CAOUSSUUu 
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Item that are dependant da several overlapping disciplines and 
technology that has not been reduced to routine. A groiq> of 
experts working closely together toward a single achievement can 
in such cases always outperform the same experts centralized to 
their separate disciplines or functions » When the end result of 
the project is understood and shared by all participants . collabor- 
ation without conflict or lost-motion is optimized^ 


The problem of bringing the essential facts to bear on tlui decision 
making processes (to which the third tenet above addresses itself) 
is often best handled by moving the decision making point downward 
to the level where these facts are best understood. There are 
certainly many rules and procedures which must be Imposed from the 
top but these must be husbanded and held to a minimum so that they 
do not lose effect by dilution. As organizations grow larger, one 
of the major causes of inefficiency is the blind application by 
managers of too mat^ procedures to too many situations without allow- 
ing for the local exercise of Judgement. Good discipline in the 
following of rules is essential to any organization and it cannot be 
encouraged if intelligent people continually find themselves carrying 
out procedures which they see as not in the best Interest of the 
conq>any or the program. Our procedures and revisions must keep pace 
with the needs of our organization and its tasks. 


Pertinent Characteristics of the Task at Hand 


The projects in house together with the projects being proposed in 
the Optical Systems Division have, certain features which establish 
their essential character and can "be enumerated*. 

. . " ■ -rv.': V ■ "-r-. 

Ae Typical programs In the OSD ate characterized as for 

Covenant customers .^t Thli^c of rigid specifica- 

tions"" and ’'formal ‘procedures;; that^ inf iuence strongly the method 






of handling.' ,, 

■ “ V-..- • ■ 

B. The programs all call for extreme perf ora the resulting 

item, always well beyond i^t Ws .lMen achieve before, and 
often representing a coogipiete breakthrough technologically. 


C. The schedule pace is always extremely . tight < 


D. The dollar budgets have the tightness that goes with competitive 
bidding and vigorous negotiations. 


E. Typical projects have a term of twelve to twenty- two months with 
a mean of around eighteen. 

F. The programs are normally for small numbers of end items: one or 
two being not uncomaon and more than twelve quite rare. Major 
changes and Improvements within a run are almost inevitable. 
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G. The hardware resulting froia a program generally goes straight 
Into operational use. Because there are no service test Items 
or opportunities, there is a finality about the engineering 
needed. Playing for keeps from the beginning calls for attention 
to reliability, use environment, interface with collaborating 
systems and field engineering that is intense and allows for no 
later chances to creep up on the performance required. 

Ill* Special Meeds that Flow from These Characteristics 

A. Convergence 

Creative engineering can be achieved only if the attention and 
dedication of the contributors is focussed on the task with 
unity of purpose and without distraction or dilution. 

B . Science 



As we are comaltted to accooq>lishlng extreme performance object- 
ives, the frontiers of knowledge in our field must be explored 
and made familiar. Fundamental work in Optics, Photograametry, 
Photochemistry, Materials, Electrotdcs, and Data Management 
as found in our Research Division loom mandatory as an inherent 
part of our capability. 

C. Technology • 


c 


/ 

B. Creative Opportunity 

In addition to the scientific and technical resources, there must be 
room for spontaneous innovation internal to Optical Systems Division. 
Monies and man hours to try and to demonstrate technical advances - 
must be budgeted. 


Technical resources must provide advanced engineering in all die* 
ciplines (Optics, MachanleSl, Elec^ , Test , and Systems) In 
c^<lltlon» ^Design, Drafting , and services together with ' 

special' Mo^l Sh^ fabrication and', nssanbly^^ efforts must be 
speclaHsed to pn <^tical ‘ eyji|«ns^^ Prime capability in 

Quelity'Assurance'and Reliability' as well as 
tlw" Bn^ronmantal and Test facilities' ^ know-how. 


D. Vision 


Because we serve a rapidly advancing market and because it responds 
best to a creative stimulus from' us, Systems Planning must provide 
the vision of advanced programs which will cope with the future re- 
quirements of government users. 
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F. nexlbllltv 


A project Is not a career; and rearrangement of people, toward 
tlie close of a project. Into new groupings must be anticipated 
and easy. With each program, we face a different task under 
different conditions often displaying little continuity with 
the previous program. 

G. Continuity 

The net capability in the various disciplines must continue to 
grow In size and scope. Further, the career development of 
Individuals needs guidance in the long term that cannot be pro- 
vided by project management. 

H. Planning and Control 


Achievement of project committments requires effective management 
declslon-maklng In the dimensions of schedule, cost, and perform- 
ance. The characteristics of the tasks place a premium on our 
ability to manage in these dimensions. Continuing development and 
Inqprovement of an Integrated system for planning and controlling 
projects Is fundaoiental to our success In project management. 


Organizational Doctrine 


These Ingredients can come together properly only when allowed to by 
-the organizational structure. Furtter, the structure must both provide 
for tlwstort term (projects in hand) and allow for the long term in- 
terests of the Division. 




a. -A/Jk v vsii • . 

Since t^. present work of this ..Division ^Jlnvolves feats of engltwen^i, 
against- tight budgets of time and ^ the present brganlzatloml ^coh-" ^ 

cept Is briehted around the" proj ect^ »The basic method Is to charge 
the Project Manager with sticcessful completion of the project and to 
provide^ him with the resources he needs. As many as possible of these 
should be assigned organically, the balance should be built In as 
closely as feasible, (Successful completion of a project extends In 
scope through delivery of tested equipment and often through field ser- 
vice. It Is measured In the dimensions of schedule, cost and performance.) 


A special adaptation of the selfrsufflclancy theme Is the prevision of 
optical conq>onent8. Optics Is so lnq>ortant and so precious to the 
Optical Systems Division as to justify special arrangement. 


In the t}rplcal program, optics will represent an innovation, tailored 
to the project and of extreme performance. Here, Applied Optics 
will operate essentially as an associate contractor. The project 
maxuiger will perform In a "Systems Management" capacity, first by 
obtaining a sound and conqplete set of performance criteria for the task, 
and second by Insuring that results conform to the approved plan. 
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in the CMe of the iMjor project, the »el£-»u£flciency of t^ 
collected resourcee operating ee e teem will be fairly coiiq)lete. 

Smaller projects may be grouped to share a portion of t 
But even here. Engineering, Admlniatratlon, Design, Assam y. 

Test will normally be organic to each project. 

A larae project is not inmune to the dangers of functl^l grouping 
InterLuy, particularly one in which there are many short duration 
taiks within the same discipline. However, experience '^th project 
team grouping on the smaller programs recommends it for major seg- 
ments of large projects. 

The Interwoven Concept; Discipli ne Sponsorship 

Inherent in the project concept are two interlocking consl^ratlons 
which provide strength to the present and future *«cces8 
manag^nt. The first is vertical and is made up of t^ task «' 
sponslblllty described above. The second is horizontal and is known 
the "home room" or discipline sponsorship method. 

Because projects have a typical life of 18 

made for continuity in the assignment of people. Even 

considerations could be set aside, a policy of 

technical personnel only for the term of the P«J«®^ ! il^hlble 
succeed. The quality and team proficiency needed is a P®'^*^^};® 
and will keep only where an environment of tenure and good faith is 
offered by management. ; 

sponsor (within their wspect- 
and to whom they c^anj 




^®anl^Uy ^le their need t^ engineering t^, for 

Instance?^ assi^d; a8>rC<ta«i draftsmen, schedulers, 

administrators, model control in'^thelr 

orlgiLl^sslgnnent to the pi^ect.tthe propriety 

ployment, and who will be Involved with their relocation when their 
contribution to the project is completed. 

Other team members (e.g. . Purchasing, Quality A«urance, Contract M- 
ministration) are attached to the project but re^ln assigned to t^lr 
parent unit for procedural control. By co- location and exclusive par- 
ticipation as an intimate member of the team, a slngleness-of-purpose 
and direct knowledge of project needs is achieved. The spectre of 
conflicting interest between Incentive for the project and loya y 
the parent groiip will arise only where shallow minds or mls-matched 
personalities occur among the participants or their sponsors. n - 
tory procedural regulations for the protection of overall company and 
customer Interests will be well understood and respected by all hands. 


Approved For Release 2004/07/07 : CIA-RDP66B00728R000300090059-4 




- 6 - 


Sve*div^oridVij spectrum of engineering personnel , «e 

•P«a*ori in the field, of 

Sg^d Optical Engineering, Electrical Engineer- 

Syctema Engineering, representing the highest level of 

navi.» \ !T* ' j program review. (System Design and 

where tL cL^nf****^^”*** points in a program a review la held 
wTIw «.u^ n^M reviewed. Through this medium 

In nfL ^ ^ ^«*‘tili*«tion of ideas through advances 

in other programs or research and the possible application to thn 

to*ill\^JeU ?** technique ^ovide. communiMtlon 

. CO ail levels of technical personnel of the lete«^ “*'.««.ion 

assures continued excellence of our products. 

ohould be unencumbered as much as possible with 

personnel responsibilities which do*^not contribute 
to the successful completion of his contribute 

must assume such burdens irr!feMn/r-*!J!' sponsors 

will Ineinri.. #4 ^4 * i relation to the project membership. This 

iSrpS.^ 

^ fut^e •••IgimSnt.. ud 

H0t lamroperlv) the sood vr^niai.*- 
Manager will went to con4^e« S^^'P^^oJ^ct 
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